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This paper is based on the theories of process management, linking the practical 
demand in the management of a cigarette industrial enterprise (referred to as A company in 
this paper). The author used literature research method, comparative approach and case 
study method to conduct comprehensive analysis and study about the enterprise’s group 
control mode, management process framework and specific business process, establishing 
a set of operable process maturity assessment model and providing a successful example 
for cigarette industrial enterprises to carry out process management. 
In terms of group control mode, through the analysis of the A company’s strategy and 
existing organization structure, this paper suggests that the company should establish a 
compound group control mode that combines direct operation and strategic control, 
realizing the management and control over the five subsidiaries through the four centers of 
technology, marketing, procurement and production operated practically by the 
headquarter.In terms of the management process framework, PEMM and Process 
Classification Framework developed by APQC were used in order to establish a 
convenient and applicable process maturity assessment system. Furthermore, through 
combining process maturity assessment and value chain analysis, the author was able to 
clarify current management process framework systematically, find out the weak link in 
management process and make customized optimization for it.In terms of business process, 
process analysis tools such as process overview table, flow chart and process analysis 
table were used to analyze specific business processes and determine the interface between 
the key control point and business process, and ESIA method was used to optimize the 
business process and improve process performance. 
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生产企业，共有在岗员工四千余人，2013 年全年销售卷烟 200 多万箱，实现销售收
入 200 多亿元。分别处于全行业第 7 位和第 11 位①，大致处于行业第二梯队的位置。












为制约 A 公司发展的瓶颈。2012 年，国家烟草专卖局对下属卷烟工业企业提出“管
理流程化”的新要求，因此，此时开展管理流程的分析和优化既顺应了行业对企业
管理工作的要求，也符合 A 公司自身发展的需求。 
第二节  研究框架 
一、研究思路 
首先，本文通过对 A 公司内外部环境进行分析，确定 A 公司目前的战略方向，
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